The contrast is equally strong. If the leader
never compliments a subordinate for good work
it is easy for the subordinate to believe either
that the worker never does good work or that
the leader is not really interested in good work.
Either of these beliefs will cripple a worker's
motivation.

The effects of accurate and realistically given
praise can be profound. By praising workers, the
leader tells them that they are valued members
of the group. In addition, almost all naval
personnel have learned to value group support
and the esteem of their co-workers. When small
naval units are rewarded as groups for their good
work, and future rewards also are made
contingent on good performance, most of the
people in the unit will want to do a good job to
show the other members they are carrying their
share of the workload,

Consider and Value a Person's Ideas
and Suggestions

People, whose ideas and suggestions are
honestly considered, feel that they are
contributing to getting the job done and that
they have a personal investment in helping the
group accomplish its goal. A person whose own
ideas help others reach a decision is more likely
to give that decision willing support and
acceptance. It all points to one thing: People
more willingly carry out decisions in which they
have taken an active part. Pride of authorship
can be a potent force, for people tend to
support what they help create.

A group discussion where alternative
proposals are considered and discussed can be
helpful. People can express their ideas and at the
same tune get reasons from others besides the
leader as to why their ideas may or may not be
good. In most cases, many of the group's ideas
can be incorporated in the final solution, and, at
the same time, some of the problems you may
have overlooked can be solved.

Your people may be aware of problems you
didn't consider. There are, indeed, very few
people who would not positively support a
decision which they, in part, developed.

Provide Opportunities for a Person
to Progress to More Complex and
Difficult Tasks as Experience is Gained

Establish a training program for your people
to learn new skills and to gradually assume more
challenging jobs. No one likes to be in a
dead-end job. People usually like to develop
their abilities and to make progress. Teach your
crew specific, specialized tasks that increase
their skills. A person's self-confidence increases
with proficiency.

Show the Work's Purpose

Tell your people the purpose of their work
and how it helps meet the overall goal of the
ship or activity. Even menial jobs become more
significant when people know they are
contributing to a higher goal.

INCENTIVES TO PERFORMANCE

USE NEGATIVE INCENTIVES
WITH CARE

"How do I build a person's motivation when
the job itself is .not satisfying?" is a question
that you may now be puzzling over. Of course,
the Navy can legally force people to carry out its
directives. But authority used solely to direct
the crews' activities does not effectively
motivate them. It is an inefficient way to solicit
good performance and should be saved as a last
resort for those who cannot otherwise be
induced to do good work. The reason is simple.
When thre a ts of punishment for poor
performance are the leader's primary means for
securing good performance, the group learns
rather quickly that the objective is not really to
do good work but to avoid getting caught doing
poor work.

Also, they learn quickly those things for
which they are likely to get caught. The end
result is a unit that requires extremely close
supervision for effective performance.

Negative incentives such as fear, threats, and
coercion for good performance must be used
with care. The objective is never to create
excessively strong fear. Fear works to the
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